The automotive industry is regarded as being critical to the economic growth of South Africa (Horn, 2007) . As the achievement of organisational goals occurs largely through the performance of committed human resources (Nijhof, De Jong & Beukhof, 1998) , the purpose of the present study was to gain a deeper understanding of the differences in organisational commitment amongst different language groups (language being a proxy of culture) of vehicle sales staff at a large South African motor retailer.
Introduction
Successful organisations strive to attract, recruit, engage and retain people who are competent and able to display effort, motivation and initiative to drive the organisation to higher levels of performance and to deliver shareholder value (Batra, 1996; Nijhof, De Jong & Beukhof, 1998) . The willingness of employees to exert effort to contribute value in the organisation is accomplished within the context of their experience of the culture that characterises the organisation and its environment (Naudé, Desai & Murphy, 2003) .
There is increasing recognition of the limitations of traditional organisational theories and management approaches that assume individual and cultural homogeneity in the workplace (Tjovsvold & Leung, 2003) . Expanding international trade and continued immigration flow demands that people of diverse cultures work together (Du Plessis, 2007; Tjovsvold & Leung, 2003) . Equally, with the promulgation of the Employment Equity Act No 55 of 1998 (Republic of South Africa, 1998) and other legislative changes, the South African workplace is increasingly incorporating people from diverse backgrounds and cultures whose commitment to the organisation must be secured (Du Plessis, 2007; Nel & Du Plessis, 2007) . Such organisational commitment can be described as a set of behaviours or attitudes that manifest as attachment, involvement, identification and loyalty of employees (Alatrista & Arrowsmith, 2004) . However, the challenge for South African managers in securing commitment from employees is often compounded by "workplaces characterised by adversarial relationships, lack of trust and communication between individuals and groups, poor team work and high staff turnover, especially from designated groups" (Thomas, 2002:239) .
Whether employees from diverse backgrounds differ with respect to organisational commitment represents a potentially important theoretical and practical problem. This study contributes to the understanding of this problem by examining differences in organisational commitment of employees from diverse language (and by implication cultural) backgrounds in a division of a South African automotive company. In exploring this problem, management in the automotive industry stands to gain a better understanding of organisational commitment amongst such diverse groups, particularly as such commitment could impact service, critical to sales in this industry (Berndt & Herbst, 2006) . This understanding could inform strategies to motivate and retain a diverse employee body to promote the sentiments of the Employment Equity Act (Republic of South Africa, 1998) and, simultaneously, to address challenges related to promoting the competitiveness of the industry.
Context of the present study
The present study focuses on a South African motor vehicle retail group that employs some 7800 people, with 887 being vehicle sales staff, in franchised motor dealerships. The company has experienced increased competition in recent years with the entrance of new competitors from Korea and China, compounding already existing economic, political and socio-cultural challenges in the business environment. The impact has been felt across a range of areas in the business including management and leadership effectiveness and performance, customer service delivery, retention of key skilled staff, recognition and compensation of staff and high labour turnover, in particular, amongst vehicle sales staff (Pretorius, 2006) , with vehicle sales staff from different cultural groups appearing to differ with respect to their levels of organisational commitment.
The automotive industry in South Africa is one of the most significant contributors to the country"s economic growth, with a contribution of 6,6% towards GDP, accounting for 30% of manufacturing output and directly employing approximately 297,000 people (Horn, 2007) . This industry is important to the success of the South African economy and employee commitment can be expected to play a crucial role in ensuring efficiencies as noted in research that links organisational commitment to organisational success (cf. De Chertony & Segal-Horn, 2003; Jackson, 2004; Lytle & Timmerman, 2006; Rashid, Sambasivan & Johari, 2003) .
A further contextual factor to the present study is the multilingual and multicultural composition of the South African workplace. Culture and language are intimately linked (cf. McClean, 2000) . Indeed, writing within the South African context, Rudwick (2008: 108) notes that the "loss of the mother tongue is frequently perceived as a cultural loss as well". However, because of educational and other acculturation processes, language is not a flawless proxy for culture in the South African context (cf. Bangeni & Kapp, 2007) . Still, it is reasonable to assume that a person"s home language may be broadly reflective of his or her cultural background.
In the South African context, language and race were historically linked to different experiences with respect to education and work. White Afrikaans and English-speaking conglomerates have predominantly controlled the economy, while the workforce has been, and currently is, primarily comprised of black indigenous language speakers. Generally, western cultures (and by implication white Afrikaans and English first language speakers) emphasise individualism and independence, whereas African cultures (and by implication black indigenous African first language speakers) emphasise collectivism and interdependence (cf. Lessem, Christie & Mbigi, 1993; Markus & Kitayama, 1991; Triandis, 2001; Mbigi, 1997) . Thomas and Ely (1996) note that the decisions and choices that employees make are often based upon their cultural backgrounds. Cultural background may also directly impact commitment in the workplace (Kamenou & Fearfull, 2006) .
Literature review

Organisational commitment
Commitment is a force that binds employees to courses of action relevant to one or more targets e.g. organisation, work-team, occupation/career (Meyer & Herscovitch, 2001) . Such commitment can influence behaviour even in the absence of extrinsic motivation or positive attitude. The success of an organisation depends not only on how the organisation makes the most use of its human resources but also how it stimulates organisational commitment (Nijhof et al., 1998) . Alatrista and Arrowsmith (2004: 537) note organisational commitment to be "the extent to which employees identify with the goals of the organisation or … the process by which people come to think about their relationship with the organisation … a mind-set in which individuals consider the extent to which their own values and goals are congruent with those of the organisation". Mowday, Steers and Porter (1979) note organisational commitment to be a global construct that reflects an employee"s affective response to the antecedents and conditions of the whole organisation rather than to the narrower aspects of the organisation such as job, work-team or occupation. In this regard, these authors view organisational commitment as being more stable than, for example, job commitment that may change on a day to day basis. According to Tam, Korczynski and Frenkel (2002) , one of the important issues in management-employee relationships is determining the locus of employee commitment in the organisation. Different individuals may be highly committed to their teams, occupations or careers but not to the organisation, or may be committed to both the team and career or committed to neither (Bishop, 1997; Meyer & Herscovitch, 2001) . Mowday et al. (1979) further suggest that organisational commitment develops over time as the employee"s relationship with the organisation matures, aided by a perception of congruence and mutuality between employee and organisational goals.
Labatmedienė, Endriulaitienė and Gustainienė (2007: 197) note that organisational commitment reflects "the strong belief in and acceptance of the organizational goals and values, a willingness to exert considerable effort on behalf of the organization and the desire to remain in the organization". Mowday et al. (1979) and Labatmedienė et al. (2007) suggest that organisational commitment can be judged by an employee"s favourable course of action on behalf of the organisation (behavioural manifestation) and by the expression of positive opinions and beliefs by employees about the organisation (attitudinal manifestation). Nijhof et al. (1998) conclude that organisational commitment leads to positive effects for the company such as improved quality, better client relationships, better communication, less illness, greater commitment to change, positive commitment to actively participating in change processes and increased innovation to resolve work related problems.
Organisations often invest scarce resources to attract, recruit and engage new employees, train and develop them, create career prospects but fail to secure organisational commitment, resulting in high employee turnover (Kazlauskaite, Buciuniene & Turauskas, 2006) . Bishop (1997) notes how building organisational commitment in the workplace is a critical goal of human resource management policies and practices, impacting positively on productivity, lowering employee turnover and promoting employee willingness to help co-workers while Rudman (2008) believes that developing such commitment is a shared responsibility between line management and the human resource function.
Unitary and pluralist definitions of organisational commitment
The unitary view of organisational commitment is based on the premise that the construct of organisational commitment can be measured independently as a set of behaviours or attitudes, manifesting in the form of attachment, involvement, identification and loyalty of an employee in a particular organisation (Alatrista & Arrowsmith, 2004) . When defined in this fashion, organisational commitment "represents something beyond mere passive loyalty to an organization; it involves an active relationship with the organization such that individuals are willing to give something of themselves in order to contribute to the organization"s well-being" (Mowday et al., 1979: 226) .
On the other hand, a pluralist view considers organisational commitment as a construct that correlates with other constructs such as personal, job and organisational characteristics (Alatrista & Arrowsmith, 2004) . In this regard, the personal characteristics that are frequently studied are age and levels of education. The characteristics that are frequently associated with organisational commitment at job level are: interest in the job, task variety, feedback on tasks, mental load, work pressure and reward systems (Williamson, Burnett & Bartol, 2009) . At an organisational level, characteristics such as number of employees, the extent of participative leadership, career prospects, possibilities for further education, on-going learning, self-leadership behaviour and style of leadership are some of the factors that have been associated with organisational commitment (Song & Kim, 2009) .
A theoretical framework of organisational commitment
The present study is predicated on the theoretical framework of organisational commitment developed by Allen and Meyer (1990) and Meyer and Allen (1991) who identify a three-component conceptualisation of organisational commitment, namely affective commitment, continuance commitment, and normative commitment.
Affective commitment refers to an employee"s positive emotional attachment to, identification with and involvement in the organisation (manifested in a desire to be in the organisation); continuance commitment refers to commitment based on the perceived cost that the employee associates with leaving the organisation (manifested in the employee weighing up of the cost of leaving the organisation); and normative commitment which refers to an employee"s feelings of obligation to remain with the organisation.
Martin (2008) summarises the above components of commitment by noting that employees evidencing strong affective commitment stay with the organisation because they "want to"; those demonstrating strong continuance commitment stay because they "need to" and those with strong normative commitment, stay because they "ought to".
Affective commitment, continuance commitment and normative commitment (Allen & Meyer, 1990) have been shown to be associated with constructs such as personal factors (age and level of education), job factors (variety in task, feedback of task results, mental load and work pressure) (Nijhof et al.,1998) ; and organisational factors (job satisfaction, absenteeism, and employee turnover) (Bishop, 1997) . Moorman, Niehoff and Organ (1993) found affective commitment to be linked to extra-role behaviours; Gellatly (1995) notes a link between affective commitment and absenteeism and Mathieu and Zajac (1990) and Somers (1995) found affective commitment to be associated with employee turnover. Martin (2008) reports that affective commitment is determined by the interaction between the organisation and its employees and also demonstrates a link between affective commitment and normative commitment, such that lowered affective commitment is associated with lowered normative commitment. Meyer and Herscovitch (2001) conclude that the affective, continuance and normative commitment components of mind-sets can be measured and that an employee commitment profile can be established, noting that these mind-set components have consistently been statistically validated. Lee, Allen, Meyer and Rhee (2001) note that the three commitment constructs, taken together, appear to be conceptually and functionally similar, and therefore generalisable across cultures. However, these authors note that there is possibly a need to refine these measures for cross-cultural research. Appelbaum, Shapiro and Elbaz (1998) , Bhadury, Mighty and Damar (2000) and Robbins and Judge (2007) note how global interdependence and free trade agreements have promoted increasing cultural diversity in the workplace and Evans (2006) states that mergers, acquisitions, international joint ventures and strategic alliances, all strategies that bring diverse employees together, are the most frequently used forms of market entry. According to Tjosvold and Leung (2003) , the ability to live and work across boundaries will influence the success of organisations in the future. Higgs (1996) proposes that organisations that intend working across national boundaries are faced with the challenge of building practices that promote global competitiveness, multinational flexibility and learning capacity along with a capacity to develop cultural sensitivity in order to use the synergistic contributions of diverse employees for strategic advantage. Such cultural diversity can include multiple dimensions relating to demographic and social similarities and differences among people (Cox & Blake, 1991) . It can be expected that the varying cultural diversity of employees will influence their ways of approaching problems and problem solving and, in general, contribute to the competitiveness that such diversity affords business (Bassett-Jones & Lloyd, 2005; Richard, 2000) . Fontaine (2007) argues that cultural values are fixed and cannot be changed whereas contextual factors can be managed, leading to change in employee behaviour. Ng and Burke (2004) propose that cultural values are the unconscious and non-verbal, deepest sentiments which represent the attitudes of the majority of people in a specific cultural group, while Tjosvold and Leung (2003:4) define cultural values as "stable long-term beliefs that can be measured and compared, not induced" and state that they affect the outlook, approach and effectiveness of individuals in the workplace. Tan, Härtel, Panipucci and Strybosch (2005:4) note how cultural identity provides people with a sense of community because it "encompasses an evolving set of shared beliefs, values, attitudes and logical processes that provide cognitive maps that people within given societal groups use to perceive, think, reason, act, react and interact". Peppas and Yu (2007) propose that there is a greater likelihood that values of members of homogeneous groups will coincide, but that due to the diverse nature of the local and global workplaces, employees increasingly interact with others possessing value systems different from their own which does not always result in successful collaboration. Added to this, Peppas and Yu (2007) propose that the distance between employees of different cultures is greater where historical segregation of peoples from different cultures has precluded the blending of values, an observation that is pertinent within the South African workplace. Kanter and Corn (1994) suggest there has been an increasing focus on management problems caused by national cultural differences as organisations embark on cross-border relationships. Seymen (2006) states that employees of different cultures often experience difficulty in understanding the similarities and differences between one another, a difficulty that Demer (2002) notes to contribute to economic loss in South Africa. Accordingly, local and multinational organisations are grappling with the dual challenges of developing cultural sensitivity and the ability to build future organisational capabilities (Demer, 2002; Higgs, 1996) . In South Africa, workplace diversity challenges are compounded by historical practices of workplace discrimination and segregation against the contextual background of the relationship between community and workplace (Miller, Haskell & Thatcher, 2002) .
Cultural diversity in the workplace
Cultural diversity and organisational commitment Mellahi (2001) and Jackson (2002) advocate that different cultures manifest different values and approaches to humanity, a sentiment that echoes in the seminal works of Hofstede (2001) and the more recent GLOBE study (House, Hanges, Javidan, Dorfman & Gupta, 2004) . Fontaine (2007) believes that contextual factors such as national policies and organisational or individual factors are more important in explaining variation in work values among employees than their cultural values as contextual factors interact with and influence cultural values. However, according to Tan et al. (2005) , the inherent differences between the underlying values and beliefs of different cultural groups will impact the attitudes of employees towards organisational commitment experiences. Williamson et al. (2009) note that employees from different cultural backgrounds may evaluate the same workplace differently and they have demonstrated the interactive effect of employee culture and workplace rewards on the development of organisational commitment. Ng and Burke (2004) note that race accounts for significant variance in cultural values that may be linked to organisational commitment. Jackson (2002) proposes that, in the workplace, where people of different cultures encounter incompatibilities between their value systems and traditions, lack of motivation and alienation leading to low productivity and labour strife can be expected. Such behaviour may be a manifestation of poor work commitment (Rupert, Jehn, Van Engen & De Reuver, 2010) . In this vein, Naudé et al. (2003) state that employees who share similar values to those of the organisation, who have positive attitudes towards the organisation and who identify strongly with the organisation may be expected to show high levels of organisational commitment and low propensities to leave. With regard to people who are demographically dissimilar to the majority of other members of the organisation, Riordan and Shore (1997) and Chattopadhyay (1999) suggest that such employees will evidence reduced feelings of commitment to the organisation. Rupert et al. (2010) suggest that cultural dissimilarity impacts attitudes, performance and organisational commitment. In this vein, Thomas (2003) suggests that problems relating to the retention of black employees are evident where appointments are based on demographic status as opposed to being based upon skills or qualifications. Kirby and Richard (2000) believe that such practices contribute to less psychological commitment to the organisation amongst those who are the subjects of such practices.
It cannot be assumed that organisational commitment would retain its exact psychological or managerial importance in the South African context when the construct and its operationalisation were developed in a Eurocentric context (cf. Van de Vijver & Leung, 1997) . In addition, it should also not be assumed that organisational commitment has the same psychological and managerial importance amongst different cultural groups within South Africa. Rather, empirically examining similarities and differences in the manifestation of organisational commitment amongst different cultural groups is needed in the South African context to allow for a better understanding of the generality of the construct and its application.
Issues in cross-cultural research
Methodological considerations in conducting cross-cultural research often centre on the interpretation of observed cultural differences and the reduction of the number of alternative explanations for these differences. Erwee, Lynch, Millett, Smith & Roodt (2001:7) note that contextual differences can produce differences in meaning whereby a respondent from one context regards the question as having one meaning while a respondent from another context attributes a different meaning to the same question.
One way in which the equivalence of meaning of a construct across groups can be established is by conducting separate factor analyses of the variables in the different groups and to then compare the factors by means of a coefficient of congruence (cf. Van de Vijver & Tanzer, 2004) . According to MacCallum, Widaman, Zhang and Hong (1999) , high values of the coefficient of congruence are indicative of close correspondence between factors across the different groups (the coefficient of congruence ranges from zero to one). MacCallum et al. (1999) suggest a rule of thumb whereby good matching of factors is indicated by a congruence coefficient of 0.90 or greater. They also provide the following qualitative guidelines for interpreting coefficients of congruence: 0,98 to 1.00 = excellent; 0,92 to 0,98 = good; 0,82 to 0,92 = borderline; 0,68 to 0,82 = poor and below 0,68 = terrible (MacCallum et al., 1999 ).
An additional step in examining construct equivalence across groups is to compare the correlations of the variables of interest across the different groups. Differences in the correlation of two variables across groups might indicate differences in the psychological meaning of the constructs represented by the variables across the groups. If no such differences are observed, and the factor structures of the variables are the same across groups, it may be considered safe to proceed to the comparison of mean scores across groups (cf. Van de Vijver & Leung, 1997) .
Equivalence also needs to be established on the item level if a questionnaire is to be fairly used across different groups. To this end, items that display differential functioning (DIF) across groups are identified. An item is said to function equivalently across groups if two individuals who belong to different groups, but have the same standing on the attribute of interest, have the same predicted score on the item. By contrast, an item is said to function differently across groups if two individuals who belong to different groups, but have the same standing on the attribute of interest, have different predicted scores on the item ( Van de Vijver & Tanzer, 2004) . In practical terms, the safe use of a measure of organisational commitment across different language groups would mean that individuals with the same levels of organisational commitment should respond similarly to the items of the questionnaire, regardless of the language group to which they belong.
Statement of hypothesis
The principal objective of the present study was to examine whether components of organisational commitment differ significantly across language groups amongst vehicle sales staff within a South African automotive company. The sub objectives of the present study were: (a) to examine the construct equivalence of organisational commitment across language groups by means of factor analysis and by comparison of scale correlations across groups; and (b) to compare across language groups mean scores for affective commitment, continuance commitment and normative commitment. With respect to the second objective, the following hypothesis is formulated:
Ho : There is no significant difference between the mean scores of different language groups of vehicle sales staff in respect of affective commitment, continuance commitment, and normative commitment.
Ha : There is a significant difference between the mean scores of different language groups of vehicle sales staff in respect of affective commitment, continuance commitment, and normative commitment.
Research methodology
The methodology employed was quantitative in nature and a survey developed by Allen and Meyer (1990) was used to collect the data from sample members. This method was appropriate for gaining information to answer the overall research question and against which the hypothesis could be tested.
Participants
All 887 vehicle sales staff of a prominent vehicle retailer in South Africa were included in the study. A response rate of 35,3% (314 employees) was achieved. The majority of the respondents were male (76,3%). The single largest group of respondents comprised African language speakers (36,9%); 32,3% were English language speakers and 30,6% were Afrikaans language speakers. With respect to race 1 the majority of respondents were white (58,7%), 37,0% were 1 The racial categories are in accordance with those used in the Employment Equity Act (Republic of South Africa, 1998). Indian and coloured respondents might be expected to have English (Indian and coloured) or Afrikaans (coloured) as their first language. However, as the number of these respondents was small, it is not believed that this had a substantive impact on the present findings.
African, 4,2% were Indian and 2,2% were coloured. The average age was 34,8 years with a standard deviation of 9,27 years. The single largest group of respondents (31,0%) had worked for the organisation between one and two years; 27,7% had been employed at the organisation less than one year; 23,0% for more than four years, and 18,2% between three and four years.
Instrument
The questionnaire used in the present study (with permission) was the TCM Employee Commitment Survey (hereafter referred to as the TCM Survey) developed by Allen and Meyer (1990) which includes items pertaining to employees" perceptions of their relationship with the organisation and their reasons for staying. Section One gathers demographic information. Section Two contains the 24 item employee commitment scale based on the threecomponent model of commitment developed by Allen and Meyer (1990) , grouped according to the sub-scales: Affective Commitment Scale (ACS), Normative Commitment Scale (NCS) and Continuance Commitment Scale (CCS) and where responses are rated on a seven-point Likert scale. The questionnaire also includes reverse-keyed items. According to Shepherd and Mathews (2000:558) , this scale is one of the most popular instruments used to measure organisational commitment. Labatmedienė et al. (2007) report reliabilities ranging from 0,62 to 0,85 for the subscales of the TCM Survey and, similarly, Stallworth (2003; reports reliabilities ranging from 0,75 to 0,84. Overall, this suggest that the questionnaire yields scores with sufficient reliability for research purposes.
Procedure
The TCM Survey was distributed by regional human resources managers to vehicle sales staff in individual business units/dealerships during 2009. Respondents were requested to anonymously and voluntarily complete the questionnaire and to return the completed forms to designated ballot boxes. Respondent anonymity was guaranteed.
Data analysis
The statistical analysis of data were undertaken with SPSS 15,0 for Windows. Separate factor analyses were performed across the different language groups of and for the pooled group. The coefficient of congruence was used as an agreement or equivalence index to estimate the construct equivalence of organisational commitment among different language groups (Welkenhuysen-Gybels & Van de Vijver, 2001) . The equivalence of the correlations between the three subscales across the three groups were examined by means of Paul"s (1989) test for the equivalence of independent correlations across three or more groups. Items were examined for the presence of DIF by means of the conditional ANOVA procedure described by Van de Vijver and Leung (1997) . In this procedure item score serve as the dependent variable, whereas group membership and trait or attribute level serve as the independent variables. A significant effect for the interaction of trait level and group membership indicates non-uniform DIF (i.e. the item is differentially related to the trait of interest across groups), whereas a significant effect for language group indicates uniform DIF (i.e. that the item is differentially more easy or difficult to endorse across groups). Because many different tests are performed across the 24 items, the criterion for statistical significance was set at the relatively stringent level of α = 0,01. In addition, no DIF effect was deemed as being practically significant if it accounted for less than 6% of the variance of the item.
To compare levels of organisational commitment across groups, multivariate analysis of variance (MANOVA) of the subscale and total scores for the TCM Survey were applied where language group served as the independent variable. A significant MANOVA was followed up by univariate ANOVAs and Tukey"s post hoc test of Honestly Significant Differences (HSD). Table 1 contains a summary of the means and standard deviations of the TCM Survey and its components for the African language, English language and Afrikaans language groups. Factor analysis was conducted to examine the factor structure of the TCM Survey and the sub-scales and to compare the structure across language groups. For each subscale an unrotated single factor solution was obtained using the principal axis method for the pooled group and for each language group separately. The solution for each language group was then compared with the solution of the pooled group.
Results
Measures of central tendency and variability
The coefficient of congruence for the language groups ranged from 0.90 to 0.99, indicating that the factors of each group were similar to the factors of the pooled group. Table  2 summarises these results.
Overall, the coefficients of congruence were satisfactory and met the minimum requirement for construct equivalence (cf. MacCallum et al., 1999) . Against this background, it was concluded that the TCM measured the same psychological constructs across the different language groups and that is was safe to draw comparisons of mean scores across the groups.
Reliability
The reliability of the TCM Survey was assessed by calculating Cronbach"s co-efficient alpha for the entire organisational commitment scale and for the affective commitment, the continuance commitment and the normative commitment sub-scales within language groups. The reliability coefficients ranged from 0,56 to 0,83 as indicated in Table 3 .
Whereas the reliabilities of the organisational commitment scale (pooled group, α = 0,82) and of the affective commitment sub-scale (pooled group, α = 0,80) were high across all three language groups, the reliabilities of the continuance commitment sub-scale (pooled group, α = 0,62) and normative commitment sub-scale (pooled group, α = 0,68) were unsatisfactory. Note that the reliabilities of the continuance commitment subscale for the Afrikaans language group (α = 0,56) and the normative commitment subscale for the African language group (α = 0,59) were clearly unsatisfactory.
Comparing subscale correlations across language groups
As a next step correlations between the three subscales were calculated independently for each language group. Using software developed by Silver, Zaikina, Hittner and May (2008) , the equality of the correlations between the three subscales across the three language groups were tested by means of Paul"s (1989) omnibus test for differences in independent correlations. No differences across language groups were observed for the correlations between (a) affective commitment and continuance commitment (χ 2 = 1,3824, p = 0,501), (b) continuance commitment and normative commitment (χ 2 = 2,4098, p = 0,230), and (c) affective commitment and normative commitment (χ 2 = 1,2335, p = 0,540). Against this background it appeared safe to conclude that the correlations are similar across language groups and that it is permissible to obtain the pooled correlations of the three variables: affective commitment and continuance commitment (r = 0,362, p < 0,001), continuance commitment and normative commitment (r = 0,342, p < 0,001), and affective commitment and normative commitment (r = 0,534, p < 0,001). 
Differential item functioning analysis
In total 48 DIF tests were performed (24 of uniform DIF and 24 of non-uniform DIF). Two items displaying statistically significant uniform DIF was observed (items A1 and C4). For both of these items the uniform DIF accounted for less than 5% of the variance, indicating that the DIF was negligable from a practical perspective. There were also two items that displayed statistically significant non-uniform DIF (items C3 and N8). For both of these items, the nonuniform DIF appeared to be strong enough to take note of (for item C3 about 9% of the variance; for item N8 about 6% of the variance), with the aim of revising them for future applications. However, within the context of the entire scale and its subscales it appears unlikely that the presence of the identified items would lead to noticeable biases in the estimation of mean scores. Against this background, the conditional ANOVA showed that, as a whole, the items of the three subscales functioned similarly across the three language groups.
Comparing mean scores across the language groups
Having established construct equivalence on the scale and item level, a multivariate analysis of variance (MANOVA) was performed with language group as the independent variable and affective commitment, continuance commitment and normative commitment as dependent variables. Wilk"s lambda indicated a statistically significant relationship between language groups and the pooled set of dependent variables [Wilk"s Λ= 0, 937; F (6; 618) =3, 401; p=0, 003] .
A follow-up analysis of variance (ANOVA) was performed to determine for which of the components of organisational commitment the language groups differed significantly. Statistically significant differences in mean-scores of language groups were observed for normative commitment Post-hoc Tukey"s HSD tests were conducted to determine which language groups differed from one another on the normative-commitment scale. Tukey"s HSD test indicated statistically significant differences between African language and English language respondents (p = 0,001) and the African language and Afrikaans language respondents (p = 0,001), but not between English language and Afrikaans language respondents (p = 0,992). The findings indicated that the English language group (mean score = 5,25) and the Afrikaans language group (mean score = 5,24) scored significantly higher on normative commitment than the African language group (mean score = 4,73).
Discussion
The aim of this study was to gain a better understanding of cross-cultural similarities and differences in organisational commitment in the South African automotive industry. To this end the study focused on two aspects, namely (a) the psychological and measurement equivalence of the commitment construct across three different language groups, and (b) conditional on the demonstration of equivalence, the comparison of mean scores for affective commitment, normative commitment, and continuance commitment across the three groups.
The factor analyses of the TCM Survey, the comparison of the subscale correlations across the African, English and Afrikaans language groups, and the DIF analysis support the view that the organisational commitment construct is psychologically equivalent across the language groups. The results provide support for the construct validity of the scale and its subscales. The results are also broadly supportive of the measurement equivalence of the TCM Survey across the three groups, but the results also indicate that a small number of items may need to be revised to move closer to the ideal of having a scale that functions exactly the same across different language groups (and by implication different cultural groups) in South Africa. In addition, the reliabilities of the subscales are not entirely satisfactory and need to be improved if the TCM Survey is to represent a major operationalisation of the organisational commitment construct in the South African context. The best way to achieve this aim might be to write additional items for each of the subscales. Overall, however, the observed structural and measurement equivalence of the construct implies that managers may move towards a universal description and definition of organisational commitment in South Africa and that the TCM Survey holds promise as a measure of the construct in the multicultural South African context.
With respect to the different language groups" mean scores, statistically significant mean differences were observed for the multivariate combination of affective commitment, continuance commitment and normative commitment. Against this background, the null hypothesis of no mean differences between the three language groups is rejected. Follow-up analyses indicated that (a) for affective commitment and continuance commitment, no statistically significant mean score differences across the three language groups were observed; and (b) for normative commitment, African language respondents scored significantly lower than English language and Afrikaans language respondents.
The findings of this study that appear to suggest that African language employees have lower normative commitment (i.e. they feel less obliged to stay with the organisation), alerts one to the possibility of higher turnover of African employees (Foote, Seipel, Johnson & Duffy, 2005; Stallworth, 2003; . This may have management implications in contemporary South Africa, where it is highly desirable to attract and retain African employees in the workplace in terms of responding to the demands of the Employment Equity Act (Republic of South Africa, 1998) and the potential that a diverse employee body brings to the competitive advantage of companies (Karma & Vedina, 2009) .
It is important to interrogate the reasons for the lower normative commitment of the African language respondents. Three possible interpretations are offered here. Firstly, the requirements of the Employment Equity Act (Republic of South Africa, 1998), which dictate that companies must employ people from previously disadvantaged groups against a targeted plan, has resulted in fierce competition for scarce skills among skilled African employees (Kraak, 2008) . This has created a situation where the demand for talented African employees often exceeds the supply of such candidates. In turn, this may have resulted in greater job opportunities for talented African employees in comparison to their white counterparts who could potentially negatively impact the normative commitment of African employees, or the feeling of obligation to stay in current employment, even in an economic downturn. A second interpretation is that African respondents may feel isolated in exclusionary organisational cultures (Thomas, 2002) , which may lead to lowered affective commitment, which in turn might lead to a decreased obligation (i.e. lower normative commitment) to stay in the organisation when other job opportunities arise. The literature suggests that there is a link between normative commitment and affective commitment (cf. Martin, 2008) , such that a decrease in affective commitment is associated with a decrease in normative commitment. In accordance with the literature, a moderately strong positive correlation between affective and normative commitment was observed in the present study. A third but related interpretation could suggest that there is a lack of fit between the goals and values of African language employees and the goals and values of the organisation (cf. Alatrista & Arrowsmith, 2004; Etzioni. 1964) . Historically in South Africa, organisations have been driven by Eurocentric goals and values that may not fit well with the goals and values associated with an African worldview (Lessem et al., 1993) . Such dissonance may lead to decreased normative commitment (Alatrista & Arrowsmith, 2004; Kirby & Richard, 2000) on the part of African language speakers.
Limitations of the study
Inherent in the present study are the following limitations:
1. While the factor analyses indicated that the TCM measured similar constructs across the three language groups, it is possible that the meaning of the constructs in South Africa might differ from that in North America (where the instrument was developed). Note that the reliabilities of some subscales -noticeably continuance commitment for the Afrikaans group and normative commitment for the African group -were disappointingly low for some groups. This finding indicates that more work on the psychometric properties of the TCM in South Africa is required.
2. Each of the three broad language groups were treated as though they represent homogeneous categories. Yet, within each of the language groups it is possible to draw distinctions between various subgroups. The small number of coloured (2,2%) and Indian respondents (4,2%) may have been included within the broad English and Afrikaans language groups according to their self-reported first language. It is possible that these respondents do not endorse the worldview of the English and Afrikaans language groups. However, given that these respondents comprised a small number, it is not expected that this factor significantly influenced findings. Similarly, within the broad African language group, various subgroups can be expected to exist. Hence, the present study may have overlooked nuances that could exist within the broad language group categories. The broad language groups did not contain sufficient numbers of respondents to sustain finer segmentation according to subgroups, which could be the topic of a future study.
3. The study is based on the responses of employees of one organisation in a specific industry. It is not clear that the findings can be generalised to other settings. However, generalisability may not necessarily be compromised by non-random sampling if there is a well-defined population (Highhouse & Gillespie, 2009) , which in the case of the present study is the automotive industry. It appears reasonable to suggest that the findings could provide management insights within the broader automotive industry in South Africa. In this respect there appears to be no apriori reason to expect that the differences observed between Afrikaans and English employees on the one hand, and African language speaking workers on the other hand, would differ across organisations.
4. Questionnaires were distributed and collected by regional human resources managers, which may have unwittingly caused respondents to doubt assurances of the anonymity of their responses. Accordingly, responses may have been "sensitive to unintended influences" (Leedy & Ormrod, 2005:208) and some distortion may exist. However, these influences would be expected to apply equally across the three groups.
Conclusion
Organisational commitment research in South Africa is limited and the challenges of proactively meeting the sentiments of employment equity and organisational competitiveness are unlikely to be achieved unless organisations have a cadre of committed employees (Winter & Jackson, 2006) . This study has achieved its overall purpose of deepening the understanding of organisational commitment amongst different cultural groups in the automotive industry and the findings suggest that culture matters.
Given that human capital is a driver of organisational competitiveness (Nijhof et al., 1998) , the finding that African language respondents display lower normative commitment than do their English and Afrikaans speaking counterparts is potentially important for management in this strategic South African industry. Needing to attract, develop and retain talented African employees, who together with their white counterparts can create workplace diversity that can be used for competitive advantage (McFarlin & Sweeny, 1992; Du Plessis, 2007; Nel & du Plessis, 2007; Karma & Vedina, 2009) , organisations should monitor levels of commitment and develop strategies that foster loyalty and feelings of obligation to remain in the organisation. Loo (1999: 321) suggests that, within the context of cultural diversity in the workplace, managers need to embark upon a "critical reflective learning approach" which includes, according to Tjosvold and Leung (2003) , appreciating the limitations of traditional organisational theories and management approaches that assume cultural homogeneity.
Against the background aims of the Employment Equity Act (Republic of South Africa, 1998), the findings of the present study provide a challenge to management to better understand the reasons for the lower normative commitment of African employees than that of English and Afrikaans speaking employees and, accordingly, to devise strategies for improving normative commitment within this group. This is a potentially rich area for further research along with a deep exploration of the drivers of normative commitment amongst more refined cultural subgroups.
